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FROBLEM |
1. To estadblish an Agency progrem to identify and provide special dsvelop-
mental opportxinities for employees oonsidered to possess the potential for
positions of senior managerial and executive responsibility.

BACKGROUND

2. One of the managerial problems inherent in adainistering the affairs of
CIA is the develomment of adequate mmbers of properly qualified individuals
to replace the managars and exsoutives - at all levels - wvho insvitably
mist scme day vacate the positions they now hold. Recognizing this essential
task, and the special charscter which the natare of our Agency invests it
with, sucoessive CIA afministrations have locksd to a mmber of different
means of dealing ¢#ith the matter. Tires of their studies are especially
pertinent: -t '

a. The proposals of the 1952 Career Rervioce Committee whbich, as
approved by the DCI, established cur present career servios system.
Among the proposals was one for an Exscutive Inventory that wes actually
set up. It listed about 150 senicr professiocnals ocnsidered ocandi-
uu-rwmpuxumummmtmmotmumtm
elements required for its maintenance’were mjssing, and attention was
concentrated on other aspects of the career servioce system, the inven~
tory vas parmitted to expire not long after its céation.

b. The Inspector Gensral's Decsmbexr 1959 of the CIA Career Bexr-
vice vhich called attantion to the fallure our career sys

mulynthtbmd'tomtuthmn@mﬁmct
the most up-bhmtorhyponumnotnmﬁmw. Bowever,
tumnybrauhtlbmtmrulchnolhmmwwm
with the problem.

Ce mmmm.wrmmmwmwm
mmnnmmm,-qmm,mrmmuw
in the Agency of a "generalist corps” ommprised of officers identified
as potential exscutives vhoes oareers were to be mansged by & CIA Per-
sonnel Board respousible to the IDCI. Again, no specific action was
taken to odange existing methods of exscutive development.
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Agency's need for a special/ grogrem to:iAentify and develop high potential

ocaresrists. m-mnwmm«wwwt
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proposals for a " ocorps” to acoomplish such & purpose. The Exsc-
utive Direchor's mmuwmmmtmmu
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Consider JOT's as "generalists”.
Give all supergrades a "gennra.u.t" bl@ﬂm.

ssmumumxwmwmmm invalving
supergrades.

Ko. 16 Make the Director of Personnel responsible for identifying
those individuals in the miAdle echslon mansgerial grales
wbo should be considered for CIA M‘.\.ltn.‘

3 |7
3

=
°
L

No. 17 Establish a mid-career training course for the purpose of’
selecting middle echelon supervisors who should be named
CIA genexralists. -

No. 20 Establish a Personnel Development Board to work full. tim
creating and inpl-unu.ng plans for generalists. :

HEE

QENERAL | ~

4. Through all the background papers on exscutive development in the Agency
there runs at least one ccamon theme: the recognition that our carsexr system
must produce an adequate supply of well developed, droedly experisnced

candidates for the key exscutive posts in the Agency. On this osntral issue
there has never been any dispute. Nor can there be if we are really commit-
ted to the notion that curs is a oareer service. Neverthelsss, our actions
(on this issue) bave never matched our intentions. Why? '

We have certainly made progress in many other troed areas of perscunel
management. A mmber of basic, tecinical improvemeuts in the perscmmel
practices that support ocareer service administration bhave besn and are

being aghieved-«-~in tive promotions; fitnes reporting; identifying
surplus persomnel; 'for rotational ass within career ser-
vices; Areining; the dﬂelo:mcnt of personnal (inecluding or members)
‘withinca.roarse.n‘icen, mm and in others too. ctn-tiu
baven't tackled - ith . nmt-atictmmmch the problem of
developing top executive dinctieu, if properly handled, must
transcend Career servioe ty Directorate lavels. Why?
Certa.inlyattupu punnu- Onomcuondubrwmct
success in 1952; and mmmw especially by the

I0 {n 1959 and the Exescutive Director in 1962. mmm'tw
Why? Several possible explanations suggest th-dolmx

. ==First, most of mnﬁwm&t&nnwhmmmnhunh

young men. mmummu&mmmw
hunota.lva.nbeenapptmt.
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--fecond, during the 8 or 9 ysars - relatively stabls ones insofar as
the size and projected growth of the Agsncy were concerned - we may have
felt that sufficient mumbers of qualified replacements were already on band.
Experience has borne this out generally. Retirements and other losses
among top executives have not been bejund our oapacity to deal with. It is
cnlynow,aawelookahud-ndccntqhumsmrpriuinanticipaud
losses over the next 5-10 years, that we became slarmed. For we realise
that, not only will cur exscutive loeses go up sbruptly, but so vill the
losses of “"replacements” we've been relying cn, becsuse they too will be
leaving the Agency along with or closely behind the exsoutives they might
bave replaced. Our Problem is thus changing dimensicns as the aversge age
of our senior persounel eontimues to climb.

-=Third, our Deputy Directorates and Carear Services have been absorbed
with responsibilities for developing their own careexr staffs, including
their own key executives. In addition, they may have reasonsd that the
development of exscutives for broader uses vould necessarily impings on and
possibly even clash vith their ‘mchm\md immediate conoerns.

--Not to be overlooked, also, is the fact €hat most past proposals
for executive development have besn interlocked with a.varisty of other
ideas vhich, though related perhaps, were not essential to the central
problem of identifying and dsveloping top executives. Yet the proposals .
were presented and treated as a packages snd, beceuse sams of them were un-
popular, the baby went out with the bath water.

RXECUTIVE DEVELOPMENT - THE CRUCIAL ISSUE

5. Perhaps the time has oome, therefore, to isclate from the broeder
problem of career development the crucial issue of executive dsvelopment
and deal with it alone. This approach may vell succeed vhere others have
not. And surely thare can be no hamm in requiring the separats elements
of our career service s 1 to stand or fall on their individual merits.
Tymgtmcertdnmnlri: ones mum;?omboth
and risk their total non-acceptance.

For that reasolf, it -prudent to A1still from the conocept of a

"generalist corps” those T aiped with the identification and
develomment of top mﬂmg‘adwon Just |

Using such an & ';"-‘ls‘t'rlook:a.t the slsments involved in an
exscutive development L

quibﬂig
6. The Exsoutive Director is mhmm (ve assume) ancx.nouwa

to mariage a program concerned with the develoment of top exscutives. The *

problems involved in such a program transoend component boundaries. So
should the responsibility. It cannot be discharged successfully anyvhere
alse. . ;
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However, 1tmmm.mtmwmmnmmwuum-
side of, or can be divorced from, the ocmsand line of the Agency and tius
be dealt with as a sort of staff function. It cennot. Ths Director of

. Persounel apd otber staff officers csn bs of invaluable assistance in

ILLEGIB

t

ILLEGIB for our purposes:

the
support of such a progrmm; but the ultimate decisions and implementing actions

vithautwhichthurembonom -utocutruthuniorw
camanders themselves.

Therefore, it is propoud that responsibility for the mcutin Adevelop-
ment program be gimaBouiompondat' :

Executive Dh'octor, chn.m
kncmtym-om, Members
Dmctorrofrcrml, Mﬁnm

xlcuntl of m
T. The executive dcnlomtmp-, as visualized here, woummhtot
thase elements: \

a. Tha definition of goals.

b. The identification of employees considered to possess the upuctty,
desire, mdpotnﬁdtor‘mqpocitmctunmwm“m-
tive responsibility.

Ce Theutabuahnmtnndummctanmmunmmnm
mmmxumdmwmmmwmu-mm
groomed to f£ill them.

a. Mmlutmmm-ﬂmimlmmm"mmt

through rotational assigmaants, external and other special training, committee

apd taBk force assigmments, special details, mhnawluthpﬂnr
mci.', ate. .

e. The ulaotion of candidates for mcntin pon:l.t:l.om

Pefinition of Goals. ..

8. wmmmmnwW-mW1u
life - ve nesd.genersl sagresmint as to its purposes snd cbjectives and a -
mmuﬂuatammﬁrt&tmlmim-w - For instanoce,

-What is an exscu
-nowearlyinmotrmlr*omﬂnwh-ytomuhumcuun
potentiall )
-lemgdoumoctacmdmtetormninm'mmm’t
-wmmm‘ogrmattnpth-brmmmtinmiumoert
those in the "generalist" ocategory?
-memucm“whmmmmmnmﬂ .
-Hﬂlcandidatonbemmdt&moﬂicpochordmwmm--
era.uyt
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related questions.

9. Earlier .", .
o e m:qmaw'wpmms,m', ,'.'o_qig_rm", ete.

Clearly, our concern has to do with executin managerial r'qu.i.re-“ i
ments involving dbroaed, general experience - w vhich' nocwally can~

It 1s clear also that our concern progrem -
size, narrov in focus, and mmig;r:g;,... "k prograa ‘; -‘u-"‘
::Et :?dgctin'g?fdr::lopmg and ma t&"::gum’ mmth, .
program to take over the Jjob of training mm'&”f.i.ec fov vho

To give sharper definition to i e o
the limits of our program, we

mean the following executive i ’

b Feroi pél?im.(morm;.boutm-zhom.mg»

a. Head - all managerial positices 0817 and abave 11
staff positions at those lavels requiring nbmd, mn;\l background.

b. Field - Chiefs of installations with
Held - mjor policy responsidilities
| vi significant managerial nm@mml 1m17:|.u m’ thn:x

10. W‘U* '.‘ O A.b <L '-_ . Lo T Lo :
"L Y it st 0

Who? We have suggested, be Lna.ividml._pomuing the capacity,

the key sions involved in an execu Mnlmm m
formal identification of o oandidate 1:1 :‘ key decision ) the
~ Whén? The "right” answer is: vhmnr \n‘eu‘: nha.cho:l.co ﬁth .

reasonable assurance of its correctnes

8+ But that injeots into progrem
& vagueness and unwieldine should the
decision concerning "Qligﬂ:]’,g::, tveid, and can by an arbi :

SLORET - .
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G8-18
17
16

Ccmiderinathchrunﬁlboru otpotentm oli;ibhl lct'l n.rbi-

mmmmmmwmummmswmmmmw'
entered the "generalist" ranks.

m1962mrmmwwwthtm%h
labeled gmu-m-t- and also that a mid-career training course be usad to
1dentify "generalists". For our purposes, such acticns are believed pre-

mature. We lack tecimiguss discrest to identily the individuals in
the early and mid-year groups who will wlse to top exscutive positions.. Ve
could try, of course; but this would s daxrpe, diffused development

program instead of a amall, specially tailored one. 'I,tvouldprpbalglynhe .
result in a less effective one. More importantly, it would pooluddis
centrally directed program thaeunnndmt:lnsot(:mﬂor—
vices (as they are nov established) at too low a level. Whether bensfits
fram such a program extension would ever ocompenssate sdequately for this -
"invasion" is very questionable.

The proposal to restrict sxacutive candidates to G-J.S'l and l.bm
rests thcrﬁm on two ideas prhu'ﬂr :

| = Pirst, thbondmts-n, WMM-

gram ywith clearly established, specific objectives

: _ ' wmuummmr-mumunupmgup
AEN Mntthn'mumamu-moum

S -M,mmmmtumwtb
X + Job ‘ol Aevelaping oaresr employess, including
aMthnwu,mhnhWby
. - ! the'depakits Caresr Services and mnctontol
“ mfwmmth-hnmfo e
This mtpointunoﬂm\mth.ucorobuqum subnission to the
status quo. It simply recoguizes that, as our organization is nov struotared,
the best job opportunities for dsvelopmental purposes, as vell as the rots-
tional and administrative arrangsments for exploiting these opportanities,
1ie largely within the jurisdiction of the individual Career Sexrviobs apd
operating components. It recognises also that -wlmumkbcnmluulop
most rapidly in an ocoupaticnal enviromment that satisfies their needs for'-
group identification and group loyalty. Top management needs to step in

A IR S TSLU TR S 8 B
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management differ or'divergc fram those of a subordinate omt-

_ 2avelopment of senior exscutives, the need for a supplementary
hgenCy program - centrally directed - appears to emerge at about the G8-15
level, and certainly not below lk. Up to that point the Career Services
and Deputy Directorates cen mapage the job quite adequately, including cross-
component assignments. If at times they dom't, it's usually the result of
Iuman weaknesses and not of the mt-.qpl.oyd. .

However, sbove the 1k level, candidates for ssnior positicns feed

opportunities for rotational assigmmnts, external training, special destalls, |

and other broadening experiences that individual Directoraies generally
cannot provide. Even more significantly, the interests of top panagement
inthadzvelopwntote.rhino&nﬂﬂnhsuydiﬂcmthm
interests of & component and can indsed became antagonistic. -

The foregoing reascns argue for an Executive Developsent: program vhieh
at the Agency level is quits restricted in size and "inducts” aeamu- ;
“only after they bave manifested potential for seniox "genaralist” positioms.
Setting G8-15 as the "entrance level" is Prely agbitrary and could in same
cases be artificial; but it provides a useful bench mark for systematic
revievs of possible candidates. 4 :

Executive Inventory

1l. Earlier camments have suggested an exacutive ment.ocry coansisting of
the following positions: : S '

Hesdguarters - all managerial positions G8-17 and above, and all staff
positions at those levels requiring a broad, general background.

Field - chiefs of installations with major policy respousibilities, or
Vith significant managerial responsibilities: involving more than one
Beadquarters Deputy Dprectorste. . = = . . "

It vas estimated that the inventory would embrecs 130 to 140 Jobs.
Matched againgt thesg jobs sbould sppear: the inoumbents; and the other
executives candidates, about, 30D perhape, heing groomed fof the Jobs listed.

Vo SEAEDRN e |

To the extent reasonsble $Qh. inventory should indicate the position(s)
for wvhich each candidate iscbeing groomed and, oonversely, tbe prospective
candidate(s) for each positicp::,In both cases, multipls listings should
usually occur - i.e., most key positions should have several prospective
candidates, and most individuals in the inventory should be preparing for
more than one job. : ‘ -

S _ e
Responsibility for establisbing and maintgining the inventary balongs

to the Career Development Board. Inventory records, because of their Co

. sensitivity, should prrobablj be maintained perscnally by the Chairman and
. the Executive Secretary. . .

R
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Complementary inventories will very likely be established in each
Deputy Directorate, embracing Jobs at the next lower emecutive levels.
This will facilitate the management of the Agency inventory . and should dbe
encouraged.

Development Methods

12, After identifying exscutive candidates and deciding at least tentative-
ly the position(s) for vhich they should be preparing, the Board must shape -
at least in broed ocutline —adﬂalopuntplantoretchcmd.idatc. Plans
unmweonmgwmqemmmdﬂnmu, the Jobs

for which he is being groomed, his pricr training, etc. Smme will bde speci-
fic, others very general. But they must provide realistic, vorking targets
for the future assigmment and training of every candidate; this is uuntm
tothelucceumlconductotthem

The ingredients of executive dsvelopment plans include:

- Rotational sssigomenty vithin and acxoss componente
Mmmmcmwmm

- Exchange agresments with other agencies

- Committes and teask force assigoments within the Agency
and with intexr-egency groups

- Bpecial dstails and texporary sssigments within the

- Agency and to such outsids bodies as NSC
- Other special arrangements

The task of devising exscutive dmlmtmunwoblblybo
given the Deputy Directors most oconcerned, dbut the Board must retain respons-
ibility for their final approval and also for monitoring their executicn.

The Board must take the initiative in creating new develomment opportuni-
ties and iIn expanding and noditxingoth‘rldwan:bh. It must also
insure that impértadt opportimities which present themselves in the normal
course of affairs - such as Senlor 8chool Quotas, inter-agency exchanges,
appointment’ of inter-agency task forou, stc. -~ are exploited in ways that
yield the greatest return ror*m It should be guite wmsual, for
cmph,tonmimuroroubtm *s 3 speces at the Naticoal Var
College an individual vho upo% en’hn exscutive inventory.

r:
{0

13. Most decisicns as to hov the Exscutive Development Boaxd will function
and hov the Program will be administered must await their estadblisiment.
- However, several items deserve special mention. e

stration

¥hen an individual is "tapped” for the Executive Inventory, what notice .

is given? The ideal ansver is "none", exoept to Board members and other
top officials concerned. This means that the individual £s not told, his

career service designation is not changad, and all other visible
andproce-nnrminnbetm Of course, an extra reviev is to
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Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0



CeBRET

Approved For Release 2003/05/27 : CIA-RDP84-00780R000300020009-0
(9)

any significant plan or action initiated by a component affecting the indi-
vidual. But this can be done quite discrestly. The responsible Deputy
Director will know of the plan as well as the individual's status on the
Inventory and can present the mattar to the Board.

No real advantage can came from giving notice as to who is an exscutive

- candidate, and considersble unhappiness can be generated, especially if he

is later dropped. To be sure, there will be actions from time to time affect-
ing candidates that may be "read” by ctllesgues as signaling their inclusion
in the Inventory, but this tm of speculation is harmless.

How will the Board conduot most of its business - in formal meetings
or through unilateral actions of memberst Hopefully, the answer is "formal
meetings". And this can be done without burdening the members with an
excessive number of regularly schedulsd or ad hoc meetings if: (a) ade-
quate preparations are made for mmm(b)M
for each executive candidate. Regular meetings 3 or f & yoar
permit the Board to transact its major business. One of these sessions
should be devoted primarily to an anmal Qviev and updating of per plans.

How will Exscutive Candidates be tapped for the Inventory? By formal .
Board action, on the Yeoommendation of one or more of its members. Each

recamendation should be accompanied by a proposed plan, at least in droad

outline, for the future develomment and use of the individual.

Candidates can be dropped from the Invmtorywhowcrthnman-
siders they no longer possess the potential for top executive positions.

The Board may also wish to establish a special category for Candidates ‘
who remain in the Inventory for positicn planning purposes but are no longer
under active "develoment”. Persons alreedy occupying top positions and
others considered qualified to do so but who are near retirement might well
be in such a category.
A N A R

R
.

CONCLUSIONS

14. One of the critical prddlems inberent in the administrative affairs

of any organization is the imoessity td!yrovids an adequate replenishment
of managers and exscutives %-_!ﬂi'-"thc"goaitim' of leadership that must
inevitably and recurringly Sedohe vacant. CIA has recognized its responsi-
bilities in this ares and his.thken a ntmber of preiseworthy steps to pro-
vide developmental opportunitiew for most of its career members.

However, we have displayed counsistent timidity in meeting the needs of
candidates for top executive positions even though this group constitutes
the indispensible nucleus of ocur Organization. Despite our awareness®cof this
weakness, we have not acted to correct it. The time is therefore at hand
to 1solate fram the broeder problem of career daveloment the crucial issue - N
of exscutive davelopment and to establish a special, centrslly directed e
program to deal with it. oo
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Our Emcutive ‘Development Program sbould be established along the
following lines:

a.

Coe

15. Recommend prompt e ‘ mtdmmunhnlomtm
alongthelinusugguted’:‘;nm :

Reapcnaibuitg Tor the %% - should be assigned to an Executiva
Development caupo : the Executive Director as Chair-
man, the 4 Deputy Directors as members, and the Director of Pers-
onnel as exscutive gecretary.

Scope orm 'moBon.rdshauldbonlponubhforu

an Exscutive Inventory listing the senior positions
orcmemtothmmmmuohmmwtm
them. ‘n:epotitionalhmldincbuda:

% mmmmnmos-nmm,
positiona atthoulmlsuq,uiringa

broad, genersal background..

Field - chiefs of installations with major policy
responsibilities involving more than one

i

Identification of Encm:in Candmtaa -*rxun mg Asency Gployee
G8-15 or above managerial experience, the
Board should select oandmutel tczr the Exscutive Inventary who
possess the capacity, the desire, and the: ‘potential for top nanAge-
ment positions. Notice of selections should not be givga. candi-
dau-wmoqlucmcptmlortbbouﬂ top
officials concerned.

Methods of Dem%t - The Board should approve and adminintcr a
carear for cutive Candidate, including arrangements
for mchaddiumaltruninganddwﬂnmmmnunu‘

may be indicated for each’ candidate. -Development methods: =hou14
Anclude: rotational’ assigments, ‘special internal or external

‘ training, pn‘ti!ips‘uon in inter-agency exchange agreenants, nnbus
. ship on murw tuk forces and ccnmitteel, special dat-ula, etc.

..-_J' ONB

ph abm.

‘-.irﬁh\’ s
ot
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ACTION MEMORANDUM

OFFICE OF THE DIRECTOR

Action Memorandum No. __ﬁj_%:_.

Date i May 1963

TO : Director of Personnel
VIA : Deputy Director/Support
SUBJECT

Generalist Corps
REFERENCE:

1. I think the time has come to take the steps indicated in
the Personnel study of a year ago to establish a Generalist Corps
which would be the group whose career service would be under £e
direction of the DDCI. Recent experience indicates the importance
of this if we are ever to achieve a single Agency program where
senior officials can be rotated between units for the best interesis
of the Agency.

2. Would the Office of Personnel provide me with a proposal
on this by 1 July 1963,

(signed) Lyman B. Kirkpatrick
Lyman B, Kirkpatrick
Executive Director

SUSPENSE DATE: 1 July 1963
VA
i f,{:;( <

o crel F

e
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PROLLE : ;

<. To estiblish an Agency program to idmtify and nrovide special deve o=
mental onportunities for eaployees consiitered to nossess the potential for

positions of senior manageriel and execuiive responsibility. i
L CEGROYMD

Z. Oae of the managerial problems inharent in adninisterin~ the affairs of
CiA is the developuent of adequate nuzheis of properly quelified indisicuals
TO reslace the managers and executives = at all levels - who lncvitaBly :
st scue day vacate the nositions ther now a0ld. Recognizing this é:s5-atlal
tasi, nd the special charecter whiekr -he nature of our Agency invesfs 1t
with, .uccessive CIA administrations huve looked to a number of different
mecn. .. dealing with the ratter. Three of their studies are especié’}.ly
pertincnt: '

. Tae proposals of the 1952 Carcer Servioce Committee which, ad
«ppioved LY tne DCi, established our: nresent eareer service sys#a.
fnony vhe proposals was one for arn kxecutive Inventory to.: wa. ’“\«ctually
sev up. It listed about 150 tenlor professionals considored ca.rir‘zi-—
dates Jor key positions in the ATtney, but beenuse some of the @;asential
eccaents required for its mairteninée vere missing, and attentich was
concentraved on other aspecss of Lhe career service svstem, the '?:anen-
tory was permitted to expire rot lonz after its creation. :
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0. 13 Consider JOT's as “gencrelists". f
lo. 14 Give all supergrades a "genaralist" designation.

Lo. 15 Establish s DCI Paorecunel Hoard to handle matters inveli-ing
supergrades.

" 3. 16 Make the Director of Personiel i-espmsible for identifying .
those individuals in the miidle eckelon managerial gra.dbs ¢
10 snould be considered for CIA peneralists. !

Loe 1 Lstablish a mid-career traiilng course for tae pwrpose ©f
selecling r.iddle echelon suservisors who should be namefi
CIA generallsts. ;

C. 20 LEstablish a Personnel Develooment Foard to work full tine
creating and implenenting plans for generalists.

D] CLESTON

Loy
e
GiliarAL
Soaiedin

L. Tuarousu all the background papers on executive develomnerrt in the! Azency !

there s at least one cammon themae: ' the recoprition that our career system ¢

fust produce en adequate supply of well daveloped, broadly expderiencet
curdid..ies 1Tor the key executive pests in the Apency. On this central issue H

there Las nevel veen any dlispute. Nor caan there be i we are really cannite

ted tc the iwotion that ours is a career service. Nevertheless, our ax:tions ILLEGIB
{on *hlse i.,ae) have never matched our intentione. Why? i
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--fecond, during the & or 9 years - relatively stable omes insofar &s
the size and projected growth of th: Agency were comcerned - we méy have
felt that sulficlent numbers of qualified replacemests were alresdy on hand.
Experience hap Rorre this out generally. Retirements and other losses
dmong top exceutives have not been beyonc our capacity to deal with., It is
only now, as we lock ahead and contemplate the saarp rise in an%itipated .

1ogses ovar the next 5-10 years, that we becdme alarned. For we rcalize

that, not only will our executive losses go up abruptly, but so will tke
losses of "roplacements™ we've been relying on, because they too will e
leaving the .gency along with o closely behind the executives they mig.t
bave replaced. Our problem is thus changing dimensions as the average age
of' our senior personnel continues to climb.

--Third, owr Deputy Directorates and Career Sexvices have beeén absorbed
wi..l respongibilities for developing their own carecer staffs, inel. ding
thelr own ley execubives. In addition, they may have reasoned that the
development of executives for broader uses would necessarily impinge on aad
possibly even clash with their parochial and immedlate concerns.

-~u0T %W be overlooked, also, is the fact that wost past proposals
for executive development have been interlocked with a variety of other -
ideas~whichi, though related perbaps, were not essential to the central
probles of identifying and developing - ap execubives. Yet the proposals

_were presentcd and treated as o package and, because scme of them were un-
“popular, the baby went out with the bath water.

EdZCUTIVE DEVILOPMENT - THE CRUCILAL ISEUE

5. Perhavs .. tine has cane, thereforz, wo isolate from the oroader
problen of c¢. ~rexr davelopmient the crucinl issue of exccutive develop.ent
ané deal wit™ it alone. This cpproach Loy well succecd where othars hare
not. And s 2ly <hare cun ve no ham in requiring the separate elenents
of our coreer servize systes to stand or fzll on their individual mari .
Tying uncertoin projosals toc sound ones serves only to weaken them oboth
ang risk the.r total nom-acceptance.

For wic. reascn, 1t seaus prudent T distill fram the concept of a
"generarist corps" shose asnects concerned with the identification and
develojuent of top executives «nd concenirate on just those elementis.

Using suchh en approach, let's look at the elements involved irn an
executlive de elopment progras:

Regponsibility

6. The inxec.cive Dlirector is correct in proposing (we assume) a DCI Boerd
e ranage a [ rogsran conceramed with the development of top executives. The
preblens iavelved dn suck a progran transcend component boundaries. So

should the responsibility. It cannot be discharged pBuccessfully anywbere

else. T
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However, it would be a misitake 1o w..ink this responsivili~, .ics oute
side 'of', or can be divorced froa, the camxand line of the Agency and Loun
e dea..’c with as a sort of suall functiopn. It camnot. The Direotor ol
Pedsonnel and other s4aff orfiesrs enn Lo of iavaluable assistonce in the
support of such a program; but whe ulilmate decisions and implementing actions -
without which there can be no program - must came fram the senior Agency
coumanders thanselves.

Trhereroxe, it 1s proposcd that regpoasibility for the executive develop-
went program ve glven a Board composed of:

L “xecut.ve Director, Chairnun
S 4 Tepu sy Tirectors, Memoers
! Director of Personnel, Executive Secr< .7

! zleents ol Progran

Te i exctutlive developuent program, as visualized here, would cousis: of
these ele :-:

.

3 C e Lo Gefinivdon of goals.
e .u& _Centilication of cmployecs considered to goaseus the capucity,
&egn <, and potenclel for Agencr positions of senior uarapgerial end execu=
tive . ,po:':s;iuili N ) :
TR -+ The cstablishment end nalntenane: of an executive inveatory listing
tlhe senior muitluu of concern to the program and the candidates being
g»JERMi to £111 <hen.

4. The ovolution of plans ané opporuunities for executive develonnent
through rotational essignments, external wad other speciel training, cauasittee
arl vas.a foree assigaments, speciel detalls, exchange sgreesents with other
ahencies, ete.

e. The selection of candicates for cxecutive positions.

Definition of @culs

O.  B3efore le.nching an executive develop:ant program - end throughoat Ius
life - we need general agreecent as to its purposes and objectives aad a
coumon understanding of the teruis and procadures employed. For instance,
for our purpeses:

~-.aat is un executive?
~jow ear'ly in e&n officer’s career will we try to evaluate ais executive
pobentiai?
~How lon;, do we expect & cindidute to remain in our "inventcry'?
- Will the progrem attempt to embrace all execubive positions or Jjust
nhose in the "generalist" category’

-~ How many cendidates will we try to identify for es&ch executive post?
- Will cundidates be groomed for specific posts or developed more gen~
erally?
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]"1 -..-,.

Approved For Release 2003/05/;‘7‘- ’dAJhDP84 00780R000300020009-0
(5)

The next few sections will try to siggest answers to these and ather
reiated questions.

Scope_of Program

9. Earlier we talked of developing "top executives" » "senlior managers", etc.
What do we mean?

Clearly, our concern has to do with executive and managerial require-
uente involving broad, general expericrice - experience which normally can-
Lot be ucquired entirely within one Ageney comporeat but which takes bpnor-
fuuitiﬁs beyond those a single comyponrent 2an provide. We mean “genem.lists"

«nd are not taiking of "speclalist", thouzh we recognize they too havi:
develonmernal needs.

", ic clear also that our concern is for a epeclal program - small ir.
bL&C, Rarrow in focus, and concentrated in purpose. TA program to suphle-
rny e erforts of the major compenents which, erfter all, have the D imaxy
Lt o dlruct&no, developing and ranaging the Agency's work force. ¥
fvo.rie. Lo sake over the Job of trainirg: and preparing the select few wao
B execut.ve potentials beyond tte cepaeity of a single component tb Pro=-
vide auequate developmintal opportunities for.

417 sharper definition to the liaits of our program, we probibly
#Cwi. vne rollowing executive positions (numbering about 130 - 140) anét the
wobenuaal candidates to £111 them:

&. Gseucsuartvers - all menaserial positione GS-17 and ebove, and!all

5.~.f1 positions at those lavels recuiring a broad, general bhekground. !

b. riela - Chiefs of installatiorns with major poliecy responsibilities,
or with significant manugerial responsibilities involving more than
s readquerters Deputy Diractorate. !

)

-tentification o kxegutive Candidates
-
L1 RN S

is. S, ‘wWaen", and “by whom' are the orincipal questions to answé*
about tae identification of executive candidates. i

257 o have suggested they be imdividuals possessing the capacf-v,
ire, and the potential for top manaserial positions. Paragra, Ll
5 10T our purposes the meaning of "top managerial positions".

‘ The view waa expressud taat only senior commanders caninake
the koy decisions involved in an exccutive develomient program. Sure;y the
foruui iuentification of a candidat: is a key deeision. :

ot The "right" answer is: whenever wa ean make a cholce with
Te€u50as0Lie aosurance of its correcti.ess.  But that injects into the pidvram
4 vigucaess and unwieldiness we should avoid, and can by an arbitra.ry
decision concerning "eligibles".
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.

On 31 March 1963, we had:
LUnBER oF
GRADE IMPLOYEES

S

GS-18
17
16
15
1h

Consicering the large numbers of »otcntial "elipibles", let's aroi-
Ti.sily confine our search to thosz who tae GS~15 or above and have &lready
catered the "generalist" ranks.

1962 Task Force on Personiel danazement recammended that Jot's be
"generalists” and also thal a mii.-career training course be {i . to
~auntify "generalists". For our parpose:, such actions are believed' : .-
Loaware.  we laci techniques discrect eaoush to identify the individud s in
wie ewrly and mid-year groups who will rise to ton executive positiots. Ve
:¢ald Try, or course; but this would prouuce. a large, diffused develéd wient
piGaTan instead of o amull, specially tatilored one. It woulé nrobibi !’ 4180
result in . Less effective ore. More Lavortantly, it would produce a
contrally duracted program invading: the caaand arerogatives of Caredr Ser=
vices (a5 they are now established; at tuo low a level. Whether bendfits
irei suwch a progran extension would ever comvensate adequately for this
“invasion" is very questionable.

The proposal to restrict executive candidates to GS-15's and abdve
resits Gherefore on two ideas vrimnarily: i

=~ Jirsl, Lhe beile’ that a gall, tightly managed »ro-
©< with eclearlv established, specifie objectives
wil.l -wileve far better results in developing # »

“eecUtiver than will a laree multi-purpose vprog-asi.

- uduna, the coav.ction that in ocur Agency the @i Ly
b i developine ¢areer enwnloyees, inceluding 4iose
ucstined IST exccutive posts, can best be handli:¢ by
She sepurace Jurcer Services and Depuiv Directar-ates
wid should resnairn thelr resmonsibility. :

25X1
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wanagenent differ or diverge from thre e of a subordinate component.

-2 the developuent of senior executives, tae need for a supplerentary
Agency program -~ centrally directed - avpears to emerge at sbout the G5=15
lavel, and cortainly not below 1lk. Up wo that polnt the Career .=2rvices
cnd vevuty Directorates can manage the ob quite adequately, inclullng cross- '’
comporient assignments. If at times taey don't, it's usually the result of
hunan weuknesses and not of the systea wmployed.

ilwever, above the 1i level, candidates for senior positions ié>c i
oproruuni.cies for rotational aussipnments, external trainins, special decails, |
“hd woher broadening exveriences —hat individual Directorates generdllyv i
cannot provide. Even more significanuly, the interests of top managerment
i the development of certaln candidiater mayv dizfer from the parochiml
interests of a conponent and can indecd’ became antagonistic.

e Toregolng reasons argue ror ' Executive Develompment progrd: whicn
2t tne Agency level 1s quite resti-icted in size and "inducts" candidites
b7 ad'ter tney bave manifested potentiul for senior "generalist" pdsitions.
Sooting G8-15 as the "entrance level" ip purely arbitrary and could 'ir. saome
~asce ve artificlal; but it provides a useful bench mark for systems:ic
re-ews of possible candidates.

fufecutive Inventory

ii. Lburlier comments bave suggested an executive inventorv consistfag of
the following positions:

icidquarters - all monegerial. positions GS~17 and above, and a}. gtaff !
poeitions at those levels requir ng a brvoad, zeneral background. i

sield - chilefs of installaticns with major policy responsibilif:ec, or
witn sxpnl?lcant managerial vesponsibilities involving more thag one
Heanquarters Deputy Directordte.

1t W.s estimated that the inventory would erbrace 130 to 1LO jdbe. ;
atehed 18&1ﬂsz these Jjobs should apwear: the incumbents; and the dguler f
2xecutives candidates, about 300 perhapk, beinz sroomed for the jobd l1isted. !

<o Tne extlenti reasonable, the inventory should indieate the vosition(s)
Jur haach eacn cundidate is being groomed and, conversely, the prospective
~te{s) for each position. Iu both cases, multiple listings sHmild ]
¥ occur - i.e., most key positions should have several prospedtive :
Cimluluentes, wid wost individusls In the inventorv should be nreparid_ for
L0re Lhan one Jjob.

S2E0onsinility for establishing wrd maintaining the inventory belongs
to the Cuareer Development Board. Inventory records, because of their
seasitivity, should probably be meintuired personally by the Chairmsh and i
thie oxecutive Secretary.
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Complementory inventories will very likely be established in eadh
Deputy Directorate, embracing Jobs at tht next lower executive levels.
Zhis will facilitate the management of the Agency inventory and should be
encouraged.

Develormen® Yethods

2. After ldenuifylng executive cundidates and deciding at least tertative-~
+v tie position{s) for which they should be preparing, the 3oard must shape =
at reast in broad outline - a development plan for each candidate. Pluns :
w1k ary according to the age and experience of the candidate, the Jobs

~ui waich he is being groamed, his prior training, etc. Scmne will bé speci-
T, others very general. But they must provide realistic, working €argets
for the future assignment and training of every candidate; this is edsential
to the successful conduct of the progran.

5
4

The ingredients of executive development plans include:

- Rotational assigments within and across camporiernts

- External and other special training programs

- Zxchange agrecements with other agencies :

- Committee ari task force assignments within the Ageney
and with inter-a;jency grouns

- Speclal deteils .nd temperary assignments within the
Azency and to such ocutside bodies as NSC

- Other specisal arrangements

The task of devlising executive development plans will probably Ye
given uhe Deputy Directors nost corceraed, but the Board nust retainirespons-
ipility for their final approval ard alst for monitoring their execution.

wie Board must take tne initictive un creating new devalopmnent ¢pportunie
Livs and In expanding and nodifying otaers already available. It must also ’
insure Towl Zmportant ovportunitie:r which vpresent themselves in the Axrmal
cLarse of affalirs - such as Senior Echlol quotas, inter-agerncy exchanzes
aroolnwent of inter-agency task forces, etc. = are exploited in ways tnat
»iceld sne reatest return for the .gency. It should be quite unusual, for

©oanaidle, 1:0 noninate for one of the Agency's 3 spaces at the Nationa.l Waxr
uuuege an individual who 1s not or. the executive inventory.

Ldaminisoration

1= lost decisions as to how tThe ixecutive Development Board will fudaction
«d how the Progran will be administered ;iust await their establishmént.

uowever, several items deserve special mention.

“hen an individual is "tapped” for “he Executive Inventory, what %.otice
ic¢ given? The ideal answer is "none", except to Board members and otaer
e oiTiclals concerned. This means that the individual 1s not told) his

corecr scervice ues:.gnation is not chanjed, and all other visible symbols
ard processes remain as before. Of course, an extra review is added!to
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auy significant plan or action initiated vy a camponent affecting the indi-
vidual. But this can be done quite discreetly. The responsible Deputy

Director will know of the plan as well ag the individual's status on tha
Inventory and ean present the mattar to tihe Board.

o real advantage can come fro. giving notice as to who is an exécutive
candidate, und considerasble unhavoliess oo be generated, espceizlly if he
it luower dronped. To be sure, thers will be actions from time to time affect-
ing cundidates that may be "read" by colleagues as signaling their inelusion
in the inventory, but this type of speculntion is harmless.

-ww wiil the Board conduct most of i%a business - in formal neet{ s
or throuzh unilateral actions of merber;? Hovefully, the answer is "£ormal
mezvings”.  And this can be done wi<hous burdening the members with an
excessive number of regularly scheduled or ad hoe meetings 1f: (a) adn-
guaie nreparations are made for each merting and (b) a career plon exfisis
for c.c.. executive candidate. Resu’ar meetings 3 or I times a year should
permit the Board to transact its major hubiness. One of these sessions

shouia be devoted primarily to an annuai review and updating of coreer -lans.

nuov will Executive Candidates be tipped for tre Inventory? By fomal
Board actior., on the recommendation of oné or more o its members. Eg-l.
recauwnendution should be accompanied by a’ proposadl plan, at least in Yroad
outline, for the future developrent and ute of the individual.

Jaraidutes cun be dropped from the Irventory whenever tha Board orne-
siders tney no longer possess the potentisl for top executive vosition. .

Jae dourd wmy also wish to establirhia speciel category for Carc.icates
who remain .n the Inventory for mositior tlanning purposes but are no longer
under aciive "det 2lopment". Persons alreddy occupying top positions ar¢
Others coasidercd qualified to do so but who are rear retd rerent might well
Le in such a category.
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Our Executive Development Program sbould be established along the
following lines: :

8. Responsibllity for the Program .- should be assigned to an Rcecutive
Developmant Board ecomposed ef: the Exceutive Director as Chrir-
man, the 4 Deputy Directors as maembers , and the Director of Yers=-
onnel as executive secretary.

v. ucove of Progrem - The Boar shonld be responsible for establ {shing
«cd maintaining an Executive Inventory listing the senior poeitions
0i concern to the progrem and th: candidates being groomed to £111
tnem. The positions should include: ‘

Leadquarters - 11l manmgeriel positions GB~-1T7 and’ above,
unc all staff positions at those levels requiringa
broad, general nackzround. :

ficld - cnier's of ins“wllations with major policy!
responsitilities invoiwing more than one headquartars
Deputy Directorate. :

¢. _.deasification of Iixecutive Cand'dates - from among Agency edsloyees

Gu=15 or above who have aleady lad managerial experience, tha

noard should select candidutes for the Executive Inventory wio

possess the capacivy, the desire, and the potential for top donsges

imeal positions. Notice of selectdons should not be given candii-

dates Or anyone else exceptu mebers of the Board and other ton

cnLicials concerned. '

ILLEGIB The Boati should amprove and adminidter a

: Futive Cordidate; including arrancemeénts
ping and develommental opportunities bis
h candiddte. Develomment methons shdhida
[ grinents, special internal or externd
[n inter-agency exchange agreements, bember-
£ forces and camittees, special detatl:, ete. '

TR TIYY £ M e
ALCOM SIDETI SN

15. Recommend pranpt establisiment of an Ixecutive Development Progra:
«long the lines suggested in parazravh 14 ibove. f

(";f'v e '::; ?: =
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